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COMPTROLLER GENERAL OF THE I’.-dlT;D STATES 

WASHINGTON. D.C. 2OS.S 

- a 
. :-or a number of years, the Generai Accountinq Office has 

been expanding lihe scope of its work and the capability of its 
staff to review the results and effectiveness of Government .r programs. 

The Comptroller General is given very broad rcoponsibil- 
ity and authority for the evaluation and sllalysis of Federal 
programs and activiti<:s u:lder the t;udget and Accounting Act, 
1921, and the AccountincJ and Auditinc Act of 1950. SCC- 
tion 204 of the Legislative Reorganization Act of 1970 supple- 
mented our authority and inaicated current congressional in- 
teccst in analyses of programs. The amendment to section 204 
by Title VII of the Congressional Budget and Impoundment Con- 
trol Act of 1974 further strengthened the congressional em- 
phasis on the evaluation of programs, the statement of leqis- 

. lative objectives and goals, and improved methods of evalua- 
tion. Such work is carried out by all p?rts of GAO in connec- 
tion with our general review, evaluatlcn, analysis, and audit 
functions. 

The 1974 amendments to the 1970 Act require, among other 
things, that “the Comptroller General shall develol) and recom- 
mend to the Congress methods for re-diew and evaluation of i:cv- 
ernment programs carried on tinder existing law.” This draft 
document is a first step in collecting and disseminating qen- 
era1 concepts on these activities and how they are related to 
other activities in the continuum of decisionmaking about 
Government programs- The document adds to guidance contained 
in Standards for ;;udit of Governmental Crqanizations 
grams, Activitiee- and Functions, 
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cludes?%?he full scope of Gh audits a review to determine 
whether desired results are effectively achieved. 

This dccument is intended to be of value to the novice 
and the experienced practitioner whether engaged in financial 

I. - audits, 
4 

program review or in program evaluation or analysis. 
There are many good text books available for use by the 
sophisticated evaluator or analyst and therefore It was 

L decided to address this document to those professionals in- 
-1 eluded in various types of reviews in order to place in per- 

spective the need for and value of program evaluation and 
analysis to support decisionmaking. 
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We are requesting comments from major Federal agencies 
and certain committees and Members of Congress on this draft 

.A document. Because of the wide general interest in this subject 
matter we have elected to publish the draft as an "exposure 
draft" to make it available to other interested parties as 
well. 2 iJe would welcome colrments and suggestions which any 
reader n,ay care to offer on this document before it is final- 
ized. If you care to offer comments, please send them to 
the Director, Office of Program Analysis. 

Comptroller General 
of the United States 
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< . 
.-,el,;. 3 II,,. .--. 3; '. *3hc; aqcfl,cies entrusted wit'; 0 u b 1 i c r e s n ‘3 r c c s 

,?rlrl the ;iuthor :ty for snp1yin.q ‘them have a rcs?onsibility to 
answer thcsp c:lnstions---to render a full accountinq of their 
activities. Government nanaqers have a rcsoonsihility to 
show 70t onlv the nur?ose for which public resources were 
abed; Lut alsri ; 0 demonFtrnte the effect of their use. 

7’5~ rcsF3nsibility for rcnderlnq kuch an accounting 
rests first oi: thr. ex?cutivc aqcncy sdTin;stcr in? the oroc7rasi. 
Adninistratiot: L:quircc that r)roqran mayalers knov V,,rhat 
i _ :i .::; I-c.1 to them are acconglishinq ?nd whether 
C t’ b ‘J i ‘L C, ,Iz ! t>:: I. . r.L’ iqlnro:jpif. Certt-al *ans?eacnt aqencies--the 
,p: r. _r . . t.JLL.L\.IC 1 IC1I. ~ ,. 7 en t and fI:~Gcj 13 t or the Nhitc IIou.se, for 
t’n~:~,~~i~--~tec.i Cd kno:J ?roc1ra.?c: arc workinq citttcr through 
their own efforts or tIlrounh the review of the a;3nraisals of 
-ianrrilinq 77cncicc. Fin.*!ly, the lcqiclativc br,~nch is 
resnonsibl r--r- Tonit-nrl!~n 2nd overnccinq Fcdersl oroqrams. 
- , ___ ,>I - s/ I ,/ . ir lcq...clation, a?nr3nriations, 

. _ L . . .-k1 . ,-?rsiqht and lnvcctiqations 
iilu Icu Lt- ' 1 iL.,ls,,tive branch to nake its own 
appraisals ,,L ,-LL,L,. LA 1&U UIII. LO tilcrke use of anniaisals made 
by the execut.ij.1: branch. 

The <1Li ;,<, -c choices about orograms--3ccisions about 
wnet-her to do or not to do sorzethino--will be policy choices. 

*- !low~vc r , Folitical leaders, qu!)l ic administrators, and the 
- ‘- public need as much inf-ortr,;,tion as pos.%ible on the choices 

that imust be naC?c. Ti, j y, !I‘~,.<-1 !,j,s stimulatsd the development 
of an art s! C ‘. 

. .<- 
. . am cvaludtior. 2nd nolicy 

analysis. This 2“ I y I ,ff icicntly developeli to 
ue~~,,;L ULL.IULL.LLon .‘L C: 4 tJv@rinq “!7o?J-to-do-it” in 
se. ; ._ I ,;;L;,z!. i. WhI lc reccqnizing 
this, 

we also L.lco:~l~~ ;,;; I.’ a,lvinq. 
! c C.rcisions must and will be 

- h maoe Jy leaislators’ and executives faced with the task oi 
formulatincj and reformulatinq oroarams to de21 with the 
nroble7ls 0E our society. 

, -. 
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Thus, we offer this document as a first s-ep in col- 
lect in:: and disccminat in<J lessons learned in GAO an3 zlsc- 
where a5oa)t a:~al*~ris and evsiuation. iqhii? cl ronewhs t .morc 
technical definition irs set forth in the l,r,dy of the document 
2 c , 9 *-a L -ally ZXl~~kif?~7 I WF’ 0 f f = r this quidsncc for tt;e use of 
anyone whd, i‘s “k\r;11Uiitl PU” ‘JtG’<iS.TS and .I’ analyzino” nolictr 
choices in the senrc of enSa.Jincr in ~1 iareiul zporaikal of 
Wh 3 t h J p 0 C 3 cd , i< h ', it hsnnencd 
ior future actions, 

3i,d rv~;!t t~lcwt~a: c!ioic 8::: i?re ava ilsi;le 
. 17,olic;.t icns 3rt’ cf ‘.r,0.3f 

r-htjicc)s. J.;? inter!? it for tlcc hv 211 ljf?K :JOFlEI w i i c a r if c r! n - 
cerncd with t!lis :Jroccss w ! I J t e 7.’ c r t h e a c 5 ii $2 ::: ic drscizline or 
Drofcssional bsckqrounci fr-om which they ar,nro,3ch the y?roblen&. 
Shile this statement is addressed uriaaril.:V to oractitianers, 
we hone it will also be a useful reference do<:-r&cnt to ttrose 
who, as leqislatnrs or manaJcrs, for exanp>l,?, are interested 
in the products of evaluation and analysis. 

The concepts and guidance ;jhich ~:e off.cr mutt he Adsptt:d 
to specific proqrsm situations. We r ec07n : zc , fcr “XSP?lC, 
that proqram ohjcctives arc scltion as ciear 1’:’ stateLI or’aqrccd 
upon as would be dc.;irablc for t*.‘aluative pur!loses; that no 
program oncrstez in isolation from other social or economic 
cvcnts; anti that csta and ncasure2cnt tcc:qniaucs are almost 
always less adequate than desired. It is in the sc?agtation 
of the ideal and the theory to the soeciflc situation that 
the persons doinq the work show their worth. The judqments 
involved in the identification of objectives, the selection 
of data and measurement techniques, and the evaluation of 
external Factors transcend in im?or tancc ar: “ru!es” which 
can bc nrescr ibed ir a document of this s.)rt. 

The chapters which follow diccuss thu framework within 
which these activities are nerformcd and provide both con- 
ceptual and practical quidance. 

: . - 
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CHAPTER 2 ------ --- 

THC PUBLIC DECISION!4AKING PROCESS --------.-.-~___-_--_--.--__---_- 

There are many reasons for governmental activities. 
For example, nati onal defense is oro*Jided because there is 
no suitable private alternative. The provision of free 
public education reflects society’s nreferenc:?s and itz 
notions about its own long term welfare. H:alth 2nd rIiCraty 
considerations lead to the reqdlaticn of Trivatc acti.-%::tics 
to avoic’ adversely affcctina the public’s dell-bcinq. A 1 5 3 , 
there are tax incentives such as the invc>s;.ment tax crec!i t 
which affect the performance an3 gro>/th o! the li.2. c3confTs. 
The validity and relevance 02 such !ovcrnmental activities 
may be questioned. Analysis, evaluation, and related activi- 
ties should heir, decisionmakcrc in resolving the:.- cuestions. 

The private ncrket place has limitations, narticularlv 
because it does not produce certain qcccls with high social 
value. It does not always provL.de adequate information, 
sufficient com?ctition, efricient Zesiqns or a-la1 it ies of 
certain goods, desirable distribution of income and wealth, 
or desirable modifications of consuaotion patterns. But, 
resorting to governmental action because of these failings 
does not automatically insure that the same or other failings 
wili not occur. The effectiveness and efficiency with which 
the Government r>erLorms it.s functions must also be weighed 
in decidinr,i whether governmental action should be enhanced, 
changed, or in some cases, is warranted at all. 

Each year as legislative, budgetary, and apqronriations 
decisions are being considered, the practical issue retmains: 
What does the public need and how are priorities established? 
In a democracy, the political process is relied uoon to exam- 
ine and determine public needs each year and to set orior ities 
as to how such needs are to be met from public funds. Elected 
officials are responsible for learning and reflecting their 
constituents’ needs and proposing programs or program changes 
with reouisite funding levels to assist in determining priori- 
ties for action. 

But for the work of elected officials to have meaninq, 
accurate and relevant information must be available and 

. : ‘. useful debate must take place. The approaches and techniaues 
of analysis and evaluation can be used, not as a reg:zt&itlent 
for, but in support of the judgment of those persons and 
groups involved in public decisionmaking. 



i’ffE KESOURCE ALLQCATION PROBLEI+ ---_-_--_---_~___---_________ -- 

GovernKent actions qcncratc oencfits and incur costs. 
These hcnefits and costs chould kJe ‘hro~dlv derincf ts include 
bckh social and orivate asor~cts. ?t:c kc’{ ele~e?ts of tti?, 
Droller”, of choice are: 

-- TheiC? are 7iany public needs. These neciis are lar(.c 
and c$>nstant ly chanq inq. !le:cancls for resources 
are much qrclatcr thal the resources available. 

--Decisionnakers must choose ar?ona cor?ne t inq object ivcs and 
amonq the alternative orz:qra?s ant1 nolicics canable 
of mectinq the chosen objectives at’ desired and afford- 
chle levels o- achievement. 

T h pi s , decisionrakers ace involved in the -.rocesr: of 
allncatincr avai lablc rcsollrces i7ic.::-1 copyet inl i?cr?snds so 
as to achieve the qreatest over211 le’+‘cl of not benefit: 

no;~.:iC,l:l. 14 t the 5aTe tirre, f1111 co!.sidcratior. is ;liiTen 
to tilfi rl2<ruire7ents of justice, enuitv, and nolitical 
reali:;,. 

ISCliCS I ‘i ;:FS;i~LlFCE ALGOCkT:Cr: ----------------- ------ -- -_ 

Xost r)roqrams are interclencndent ahd afirct Tore tha:) 
one of society’s goals. This leads to a need for use of 
cvalustion and analysis in two reSOl:iCC allccatior: issues: 
(11 choices within a major c;ocIrbri. are;, anti (2) ct,oiccs 
amonci ’ za-)or ?roc;rzn areas. 

I ‘or choices 3xonq Pisjor proqra? areas, si.xiiat oues- 
tions are relevant. Judq”.ents th;l.t arc aade b-1 decision- 
ncrkers concernir.3 relative i;nnortancc 
t ives *;:ill affect the assiqnment of 

of the various okljec- 
resources syonq i Ci 0 s e 

qh j c-c t ives. 

.--! 
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CHAPTER 3 ---------- 

THE EVALUATION AKD ANALYSIS CONTINiJUI’4 -------- _--_ --- _.-____ -__---_---.---- 

The perspective of evaluation and analysis covers a wide 
range of activities and p’lrposes and can provide an im?crtant 

and continuing contributio? to the ongoing deraisionmak1n.j 
process. Important contrihLLions are made by rejr:sws kr.or”n 
as program audits, budget examinst ions, manage?lent analyses,, 
planninq, institutional research, program budgeting, s/stems 
analysis, and engineering economics, as well as ‘by ocos-ram 
evaluation, policy analysis, cost-benefit analysLs, ets. 

It shollld be rccog.lized that traditional oerceptions of 
the terms evaluation and analysis ten-’ to overlap. In some 

-- - 
* cases, the two terms are used interchangeably; in other cases, 

evaluation is vieweri as a source of information needed to per- 
form analysis. The distir.ctions between evaluation and analy- - 

L sis have tended to focus mot-c upon the phase of development or 
implementation of a program or activity than upon the processes 
or techniques used. 

According to these perceptions, evaluation attempts to 
appraise and measure the actual inputs, processes, octzomes, 

and operational settings of one or more ongoing programs or 
policies in order to compare these findings with those which 
were anticipated or assumed: it then seeks to explain the 



differences and to suggest alternatives for improvement. 
Analysis searches for alternative policies and programs for 

* achieving public objectives and attempts to assess and compare 
their anticipated costs and benefits over time, as well as 
their other consequences, in order to provide the basis for 

.t better future choices. 

CONCURRENT PROCESSES IN THE CONTINUUM -----------~-.^--___-- _________ 

A more general view is obtained by starting with tl.,? 
two basic questions which decisionmakers, and their staff.,, 
face: (1) What actually has happened as a result of past or 
current policies arid programs and what have we learned? and 
(2) What should be done in the future and what are our op- 
tions? Answering these questions can, in turn, be rocqhly 
translated into broad classes of activities: appraising 
the results of policies and proqrams and assessing alterna- 
tive policies and programs. These broad activititj include 
respectiveiy, activities calleo policy and program evaluation, 
and policy and program analysis. The broad activities also 
include the variety of review types listed prevliously when 
they performer3 studies having similar purpose%. 

An example of the interaction of these concurrent proc- 
esses in the continuum is shown in the followin:? illcstration. 

After the issue or new need is identified, assessment f!f 
alternative solutions is undertaken. A systematic attempt 
should be mzde to assess the conditions resulting in the issue 
and to analyze ways to improve the situation. Alternative ap- 
proaches, developed as part of the assessment, do not normally 
contain the level of detail that would be needed for actual 
implementation. For example, after the decision choice is 
made on a program to be implemented, program initiation would 
also require a detailed plan that specified some or all of 
the following: physical resources to be acquired, the acquisi- 
tion schedule, appropriate processes and technologies to be 
employed, investment and operating funds needed, and capital 

7' 1 facilities to be in place to provide the scale of operations 
desired. 

-- AR important consideration is to build into the implemen- 
tation plan, specific provisions for gathering information 
necessary for a comprehensive and valid appraisal of results. 
During the implementation phase, such information should be 
gathered, including, whtre possible, the effects of any 
changes in the implemen:ation plan. 

As required to support decisionmaking, further assessme:t 
of alternatives should take place concurrently with appraisal 
of results during the operation of the program. Appraisal of 

7 
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results without such assess)nent provides only limited insights 
into tire desirability of new alternatives; assessment of alter- 
natives without sound appraisal of re’sults lacks credibility. 

L A high degree of interaction exists not only within the various . 
phases of an assessment or appraisal, but between these two 
processes. If these interactions and feedbacks are ignored, 
the quality of both ef Eorts suffer . 

At the conciusion of any major effort in the concurrent 
prccesscs, the original or modified issue or need should be 
reviewed again and the question asked: Could a comparable 
level of results, effectiveness, or benefits have been achieved 
at lesser cost: or for the same costs could greater effcctive- 
ness, or benefits, have been realized? Could these more de- 
sirable outcomes have been achieved by reshaping or redirect- 
ing the current program or policy, adopting some previously 
suggested, but rejected, alternative; substituting some T;Jholly 
new alternative; or creating some combination of the foregoing 
possibilities? 

Real Vor 12 decisionmaking and many- of the activities 
which support it are complex, uncertain, hurried, and subject 
to all kinds of constraints; some understandable and some 
seeminglsr arbitrary. Evaluators, analysts, and other reviewers 
can do little about these difficulties, but if they understand 
the complexity of the situation, they car. perform in a way 
which is of maximum usefulness under the circumstances. These 
difficulties are compounded by the existence of competing or 
complimentary objectives (or their related programs) which 
may also have to be considered. 

ROLES PEGPLE PLAY ---__-----____ 

The distinction between the concurrent activities on the 
one hand and the people or organizations that perform them on 
the other hand is an additional source of confusicn. As noted 
earlier, appraising policy and program results and assessing 
alternatives are related and mutually reinforcing processes. 

- These processes, however, can be, and frequently are, pcr- : . formed within a single organization and often by the same 
person. This has the significant advantages of efficiency 

- and cf keeping the pr,ctitioners of the various skills aware 
- -. of useful interactions. 

In the real world situation a variety of people arc in- 
volved who have different backgrounds and call themselves by 
various titles. Many of these people move between appraising 
the results of policies and programs and assessing the alter- 
natives for improved choices in the future. At times, these 
people may be emphasizing the assessment of alternatives, at 
other times the appraisal of results, and sometimes they may 



be doing both together. People who gain their first experience 
in one activity move throughout the continuum and interact 
with other people having other experier,ce when working on a 
particular study. 

This document is z imed primarily at. the variety of staff 
persor.nel who per form the activities just discussed. The most 
technically oriented evaluators and analysts should also find 
it of value, but the emphasis here--as it is in actual 
practice--is no: on advanced quantitatrve techniques but on 
essential concepts and basic appr-oachcs. Ir, t!liL respect, no 
group or profession has _: monopoly on the talents required of 
a good evaluator or analyst. The basic prerequisites are 
(1) an inquiring, skeptical, challenging mind, (2) the ability 
to think systematically and rigorously, and (3) an openness to 
r.ew ide:is. This mind-set obviously needs to be coupled with 
aI1 appreciation of the uses, powers, and limitations of such 
fields as economics, statistics, accounting, operations re- 
search, etc. When high levels of skill in these and other 
areas are judged appropriate, the practicing evaluator, 
analyst, or other reviewer should not hesitate to call on the 
needed expert-s. 

The Zoll>wing section focuses on those ideas, conceptsr 
and approaches which are basic to appraisals of policy and 
program results and to more insightful assessments of alter- 
natives for improvement. 

10 



CHAPTER 4 -~---- 

APPRAISING TLE RESULTS OF POLICIES AND PROGRAMS ------~ ---.--_- _______ -~ ------ 

AND ASZaESSING ALTERlJATIVE APPROACHES _____~ .______ -_-__ _____ - ___.__ 

The prr!viou? chapters discussed problems a& issues in 
public decisionmaking with particular emphasis on tesoul-ce 
allocatjon, and on the ccntinuum of evaluation, analysis, and 
other review functions which support decisionmaking. TillS 
chapter discusses the methods and concepts associated with 
evaluation and analysis. 

The discussion that follows focuses on 

--understanding fundamentals in appraising results and 
assessing alternatives; 

--appraising policy and program results; and 

--assessing policy and program alternatives. 

Obviously, the degree to which the methods can be applied in 
a particular case depends on the specific problems to be con- 
sidered. 

UNDERSTANDING FUNDAMENTALS 

The activities of appraising results and assessment of 
alternatives share a number of ccmmon methods and techniques 
and also share certain fundamental concepts in which the mode 
of inquiry is essentially the same. These fundamental con- 
cepts include: 

--Ascertaining users' needs. 

--Defining the nature and scope of the problem. 

. . --Determining valid objectives. 

--Specifying comprehensive measures. 

Ascertaining users' needs - 

An initial task in either appraising program results or 
assessing alternatives is to develop a clear understanding 
of the decisionmaking needs. These needs can generally be 
summnilzed by answering a series of questions. 



---What is the problem that is at issue? 

--Is there dissatisfaction with effectiveness or con- 
sequences of the policy or program? 

--‘&hat uses are to be made of the inEormation to be 
collected? 

--When is the report needed? 

It is helpful to make some distinctions among the varicus 
participants in the Sc~isio.Imaking process. Some may already 
have an understdnding of the nature of the problem they faci, 
what they want to know, and why, Others may only have a genera! 
perception of the problem and ‘what needs to be done about it. 
In the latter case, a more extensive discussion of these 
fundamentals may be needed ‘-0 develop the basis for a st:!dy 
that will be useful to these decisionmakers. 

It is important to recognize different viewpoints and 
interests among participants in the deecisionmaking process. 
The official sponsor may be a conqressional committee, whereas 
the real user of the study may be one member of the committee 
or the committee staff. Other participants in the process in- 
clude the manager of the program being evaluated or analyzed 
and those with only a minor or Decipheral interest. Another 
congressional com8n1ttee, the Off ice of Malagcment and Budget, 
or a private organization, such as an association or gox:?rnment 
contractor, may become increasingly interested as the study 
progresses. 

In developing a clearer idea of any of these partici- 
pants’ needs, attempts should be made to elicit and clarify 
information on the nature of thr: problem or issue as it is 
currently understood, t’lc general context of the problem, and 
parts that appear to require sp<-cial emphasis. Specific 
attention should be given to the nrser of Driority in ap- 
proaching the various parts of the problem and to partjcular 
points of information or insight essential to making the 
decision or .neeting the decisionaaker’s needs. The bureau- 
cratic or political context’ in which the decision will ‘be 
made needs to be understood. The time available for the 
study efftirt, and the critical points at which specific 
items of ir.forrration are needed should be ascertained. 

Def ininethe nature and SCOW of the problem ----- -----------------h--------%------ 

It is essent.al that the participants in the decision 
process, together with those persons responsible for the 
study, share a common unde-standing of the nature and scope 
of the issues at stake. 

I ’ 
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A full and correct understanding of the nature of the 
problem will be aided by (1) considering its origin, if 
known, (2) revi.cwing legislative hesrings, reports, ant1 acts 
associated with it, (3) inqulri!ig into the history of Frograms 
aesrgned to--cl@al with the :~ro!:lLem, and (4) examining Fast 
al:alyses, evaluations, au;its, 2nd budget examinations or the 
same or related issues. 

The desirable scope of the effort is dependent not only 
,n identifying the questions which it would be usmful to 
answer, hut on the availability of mcthcds and data which will 
provide insights into the solution. There must be a balarce 
between desired scope and such things as precision in the 
methods. The magnitude of policy implications--such as 
widely held oI,inions that there is a need fcr changing the 
direction of a program--and the degree to which the coi!clu- 
sions of the study could affect decisions shr:rL1! be ascer- 
tained. A shared unuerstanding of the scope of the study and 
the objectives and measures of the policy or Frogram are ‘.he 
foundation for defining the initi:.l direction of the stud: 
effort. 

Similarly, understanding is needed of the coverage re- 
quired in geographical terms (regional, State, local); on 
areas, populations, individuals or units to be included; and 
on the scope (hew many individuals, approximately ,how much 
information fro,: each, etc.). The scoy: of coverage together 
with the timing provides for the lIgi<,tics of the work. For 
example, in?epth work may be under :jKen at a small number of 
locations, less detailed work at a larger number of locations, 
or some combination of these. 

Determining valid objectives ----.---- -----_- ------. -- -- 

The objectives-- the benefits desired to be achieved-- 
inherent in the policy or Frogram at issue frequently are not 
stated clearly and precisely. The original soonsorT’ c;f the 
policy or program may not have had a precise idea of the end 
results desired. Formal statements of objectives may be in- 
tentionally ambiguous if it is easier to obtain a consensus on 
action. Value judgments underlying the objectives may not be 
shared by important groul;s. Consequently, the end results in- 
tended may be perceived by some as implying ill effects for 
them. Fur thermore, explicit statements of objectives require a 
specific assignment of priorities and commitment of resources. 

statements of objectives should: 
.~ 

1. Capt::re a complete understanding cf the intended 
benefits. 

2. Recognize any unintendcil adverse consequences. 
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3. Include important qualitative aspects, even though 
measuring degrees of attainment may be exceedingly 
difficult. 

_ - . 4. Take account of multiple objectives which may be in 
conflict. 

. -  The importance oi taking! such a comprehensive view of 
objectives cannot be overstated. Oversimnlif ied state- 
ments (1) will not capture ali essential <spects of tne ef- 
fects intended, and (2; may contain imgl ied conf 1 ict in9 
consequences for groups other than the intended ScneEiciaries 
(e.g., “to eliminate hcnqrr” or “to achieve energy self- 
sufficiency” ) . Implied osjectives may represent desir- 
able end results. For example, a summer employment program 
aimed primarily at increasing earnings of young people may 
be viewed as reducing the Drospect of civil disorders. Ecer: 
desired end results may not all be achievable simultaneously 
and may be irterdependcnt. 

Oversimplif icd statements may result if activity mile- 
stones are contained in them (e.g., “to rncrcase the nJmbcr 
of emergency rooms by 20 percent by .l97G”). An objective 
stated in this way overly constrains an assessment uf alter- 
natives, the purpose of which is to Jetermine efticient levels 
of attainment of an ultimate benefit. A better statement 
might be, “To reduce fiebths, additional complications, dis- 
abilityl, and suffering of persons with acute injuries err 
disabling conditions by improving the availabilit:/ and quality 
of emergency care .‘I 

In appraising results of ongoing programs, if standards 
or activity milestones have been furnished to managers, they 
should not be accepted uncritically (e.g., a specified 
student/teacher ratio). An attempt should be ma.de to find 
whether deficiencies in attainment of the miles”_oncs are 
caused by unrealistic expectations or by the way tne program 
was implemented OK operated. 

-. - A shift in objectives can occur over time and care must 
be taken to assure that statements of objectives currently 
in use are still accurate. For some, the objective associated 

, - with the national 55 miles per hour speed limit has changed 
from energy conservation to .-afety. 

Determining valid objectives is a complex and frustrating 
A study may have to proceed without fully satisfying task. 

these requirements. If this is the cas?, ob-ectives shncl.; be 
reexamined and clarified as the study orogregses. 



Seci2ingcomprehensive measures - - -- --- -----.___ - ------- 

Valid measures of policy and program consequences are 
required for both appraising results and assessinq alterna- 
tives. * 3bjecti;res and measures of consequences are ini-er- 
dependent. The quality of each depends on the other. Meas- 
ures should be used which cover all aspects of a given objec- 
tive. Ideally, measures should 

--quantify the extent to which the objective(s) are or 
would be met--“effectiveness” measures; 

--capture qualitative aspects of the conscquencec-- 
“intangible” measures; 

--quantify, to the extent ‘possible, side effects-- 
“externality” measures; 

--quantify, to the extent poscitjle, the di<ferences of 
impact on the bc:,ef iciar ies and the cost-bearers-- 
“distribution” measur es. 

Fjhen appraising program rt:sults, it may he decided for prac- 
tical reason.5 to exclude externality and distribution meas- 
llZCSl since it is difficult to sort out the-se effects and 
directly attribute results t3 a specific prjlicy or program. 
For intangible mc-asures, some qualitative indication of rela- 
tive magnitude snould be used (e.g., ratings by clients re- 
flecting their satisfaction with the quality of a service). 

Data may not be available on the desired measures, or 
if available, it is obtainable only at high cost. In these 
cases, surrogates will have to be used. For example, the 
schclastic aptitude test is used to measure likely achieve- 
ment in college. When surrogates are used, their validity 
should be established. 

. . 

There is ;1 temptation to define quantifiable measures, 
especially of effectiveness, too rigidly or narrowly. For 
example, in evaluating a public employment program, a suc- 
cessful participant might be specified as 2 person who is 
employed 1 year after completion of training. If the partic- 
ipant worked one say less than a year, would he 5e viewed 
as unsuccessful? Slippose the participant only occasionally 
held a job, but h;lppened ‘co be Uorking a year after the pro- 
gram. Should this be counted as a success? The range and 
distributicn of o~~tcor~es would be appropriate in this case. 
For example, data on the percentage of persons tiolding jobs 
for various lengths uf time after training would provide a 
more meaningful picture of real outcomes. 



.: 

There is a high degree of interaction among these 
fundamental concepts. A clear understanding of what is 
needed for the drcision.mating process, of t!lc natart? of the 
problem, and statements of objective? is nc7cssarv in order 
to assure that a meaningful and feasible .c?t of meas~ircs has 
been spcc i f-ic;d. 

APPRAISING POLICY AND PRCJGRA~I RESllLTS ---- - __----.--- _ ---- --- -.-- -- -. _ __. _ -.- -- - 
L 

The process of aj:Jraising rcsul ts should heq in concur- 
rently with policy or program ifrnlcment.ation and contin,ie 
as needed JIiring the operation. - 

After the fundamental concepts discussed above are 
understood the:’ must be further develor,.-d through aool ication 
of other more specific ccncepts and mc?thods includincj: 

--Nakinq valid comparisons. 

--Developing needed information. 

--Interpreting ,.Jrocjram results. 

--Checking the completeness of the appraisal. 

Makinp valid cornpar isnns --__ ---_------- .-.-_--.-.-- 

Comparison is the essence of appraising program results. 
The measures need t3 be compared with some goal OK base. 
Various bases for comparison must be developed with the 
decisionmakers whJ know whether their focus is on resource 
input (e.g., mixture of paraprofessionals, nurses, and physi- 
cians) ; operational process (e.g., schcdul ing of surger ies) ; 
outcomes (e.g., disability days averted); the operational set- 
ting (e.g., interaction with other outpatient and inoatient 
facilities) ; or some mix of these. 

The measures that are selected in a specific study need 
to be compatible with and directly relatable to aczeptable 
bases for compar;son, for example, to legislation. This may 
not be possibie if the bases and objeucives are no? clear, 
changes are taking place, or for other reasons the bastes are 
arbitrary. 

r 
Other sorts of comparisons may be useful. For example, 

comparison of planneLl variations of an existing progra,!i may 
help to identify important characteristics. A comparison 
of similar programs will assist in identifying potential im- 
provement. 
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Proyrdm comparisons are attractive for several reasons, 
They (1) provide information 0,) effectiveness of alternatives 
in comparable terms and for the same time period, (2) reduce 
the need to rely completely on the elusive “control” of expcri- 
mental methods applied to one project, (3) provide a richer 
source of knowledge for judgmental interpretation, (4) help 
generalize the results if widely distributed “representative” 
projects can be included, and (5) offer an opportunity to 
ioentify exceptional performance and to study what is opera- 
tionally different aboilt tnose projects. 

On the other hand, program comparisons comprehensive 
enough to yield the above advdntages are costly and difficult 
to manage. For example, although “planned variations” must be 
carefully documented at tae outset, once in operation they 
wil? seldom he I’ve of further changes, which also must be 
documented. It sht~a i;: kJe noted whether such changes are 
“pos i ?. ive” (efforts i,.> S:5rj:~l ‘J even better methods) or “nega- 
tive” (resistance to adopt;.‘* the prescribed methods). 

Once the nature CL COl!i:j,!I i IS j-s established, a series 
of addrtlonal questions direct;; rel;;ting to the problem at 
hand should he raised. Some of these are posed as hypotheses 
which the appraisal aims to pro’,? or disprove. When either 
formulating hypothesc:. (for appraising results of experimen- 
tation, planned program variations, or pilot studies) or ques- 
tions, care mtist be t.airn to assure that they allow an ap- 
praisal of whether consequences or impacts are attributable 
to t 171’ ::ro\ir&n or to some other causes. A decision needs io 
be T 3 !.I“ k;hether only descriptive findings will suffice or 
whethe: It will he necessary to demon-trite significance of 
res,ul ts or differences in effects. 

Choice of a comparison approach depends both upon the 
questions to be asked and the availability of data. This is 
not only procedural but involves also questions of access, 
comparability, restriction.-; on collection and use of confiden- 
tial data, etc. These problems may be more severe than many 
evaluators, auditors, examiners, and others realize. Tltis 
meaIis tt?3t ._ a”.alytical methods which maximize the analy:ical 
value 0: each bit of data are needed. 

. It is not always possible to use the best theoretical . - r method Ln?c,-s,Jse of data problems. Some methods may be im- 
practical if data are too highly aggregated, incomplete or 
missing r or it may require “patch up” efforts after the 
evaluation is underwax?. 
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Some major comparison methods are: 

Exper imcntal methods--attempts to .mcasure the results of fhe --o-yam- as --.7--y tnou,h everything else is held constant. 
This is done by mcasur ing the difference, in terms of the 
measures of success, between those affected by the program 
ahd a control group who are not. This is ti;e preferred 
metnod for evaluation of social experiments, but it c&n 
also be used for any evaluation when the essential re- 
quirements of random assignment and control are feasible. 
This is the approach that was ased in the New Jersey :Jeqs- 
tive Income Tax experiment. In that exberiment, several 
different amounts of monetary incentives were given to 
different groups of families in the same situations to 
see what effect the incentives had on work and spending 
habits. Responses were compared with the habits of fami- 
lies in the same situations which received no monetary 
incentive from the experiment during the same time. 

Experimental designs require that the affected grouo and 
the group not aEfrcted possess similar characteristics. 
This is the reason for a strict requirement that the po- 
tential participants be randomly assigned so that each 
one has the same chance of assignment to either group 
before the program begins. Unless randomization is 
achieved, there is no assurance that the results are 
attributable to the program. For examDle, unless ral.- 
domly assigned, eligible participants in a social program 
might enroll oecause they are more perceptive and desire 
the benefits more than others who are eligible. This 
biases any comparison of the response or performance of 
the two groups because their motivation and other charac- 
teristics were not the same. 

Non-random comparison grout methods--are commonly usea ------ ----- ------.----,--------- 
when the requirement for strict randomized control cannot 
be satisfied. Attempts are made to make the comparison 
group as similar to the experimental group as possible by 
matching individuals with the same sex, age, racial, or 

\ socioeconomic characteristics. The differences in re- 
r sults between the two groups, the experimental and the 

matched comparison group, are hnld, as in experimental 
l designs, to be attributable to the results of the pru- 

, gram. However, without random assignment there is 
greater danger that the observed t esults are attribut- 
able to nonprogram influences. Other difficulties with 
the mettlod include potential bias resulting f-om self- 
selection by participants. 
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Time ser ies--ir.,olvcs a series of measurements at ---?-T---T- 
perloo!c lntervsls before the program beLlin: anti during 
the program. For cxamDle, in evaluatin.1 L?.., safft;, 
results of Connecticut’s crackdown on cFeeriin7, 1t was 
possible to use tlxe scr les data collect_sci for several 
years -bcEore and after tiiis new oolic;, cha?ge. An ;:i,rapt 
change in such trend data is strong ev,dence that the 
action taken caused the orJservcd change in the trend. 
If measurements c2ii also ‘isc obtained in all.nthcr settinq 
treated as a co;;lparison gro,‘?, additior.al insights arc 
possible. 

Careful interpretation is needed when usiny time series 
data. There may be a time lag between receipt of services 
and the impact on the services. The question should be 
asked as to whether there is one or more l:yclical phc- 
nomena, such as unemployment levels, v:lict-, cause part of 
tne trend? 

The methods discussed above are not exhaustive and there 
are other ways of making useful comparisons. However, 
the methods discussed are Jenerally considered to be more 
reliable than othera in deterT,ining whether observed re- 
sults were due to :he program or to SOT;+? other cause. 

Develooing needed information -----.-L-- ___.__. --.--_-_-.------- 

Nany inforflation systems are not structured to routinely 
capture data net?ssary for making valid comparisons. Cor- 
sequently, a certain amcl:nt of ad hoc data collection will 
be necessary anti reoedted appraisals of the same programs 
will be aided by building procedures to capture the desired 
data. For newly implemented programs, specific provisions 
for gathering information, necessary to a comprehensive and 
valid appraisal, can be incorporated into the implementation 
plans. This requires dezisions on: 

--Precisely whet questions are to be answered. 

---Specific items of data req!Jired for analytical 
methods to be employerl. 

SellscLion, design, and implementation of data collection 
instruments may be the least attractive aspect of any ap- 
praisal b&t it is one of the most important. Ibis jor sour ces 
of data include: 

--Interviews. 

--Mailed questionnaires. 

--3nsite observations. 
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--Peer group ratings. 

--Standardized written tests. 

--Project and other program records. 

--Federal and State Government statistics, such as 
Census Bureau and Bureau of Labor Statistics. 

--Performance tests or other physical evidence. 

--Clinical examination. 

--Financial, cost accounting, and operational mansge- 
ment illformation. 

--Documents such as minutes, progress reports, pcblic 
releases, etc. 

Usually, it is helpful to use several. sourLes, and there are 
opportunities for creativity in design of collection instru- 
ments and in analytical designs which merge data from several 
sources. It may be very helpful to merge data obtained from 
personal inter*licws (condition of home, etc.) with data 17 
program files (achievement scores, etc.). Careful design, in 
a technical sense, must be couDled with careful consideration 
of preserving the confidentiality of data about individuals. 
(See ch. 5.) 

Intrrprctina nrdgram results -.----.--.------L-t-- ---- -- ------- 

The key point in interpreting the data is to ascertain 
the degree to \<iliCh results, consequences, or impacts are at- 
tributable to the program(s) or to other external influences. 
Frequently the data will reveal only small impacts. Even 
small effects are important, however, because they may be the 
only clue availaole to the potential for larger effects which 
were either obscured in the data or are achievable only through 
greater change in the program. Because of the polential for 
large effects to be obscured by the JatG, it is important to 
examine small effects very carefully. 

-. .. : Even if the results obtained are inconclusive, insiclhts 
into the structure needed in further research and evaluation 
should oe noted. If valid, dep,ridable results are obtained, 
insights are usually generated concernin a redirection or 
possible te-mination of ongcing activities, policies, and 
programs. These insights should also suggest the need for 
additional assessments of new and different alternatives. 



Those making appraisals have a responsibility to provide 
t systematic information about the results of policies and pro- 
-. grams, and the degree of confidence attached to these results. 

L Where a hiqh.deqrec of uncertainty exists, it may nreclude 
firm recommendations concerning policy and program actions. 

L i dhen recommendations are made in these circumstances, the IIII- 

: certainty must lx clearly communicated. Further appraisals 
can frequently reduce the uncertainties and provide a basis 
for firm recommendations. 

Checking completeness of the aparaisal ---------- --------- --.--.----&-._-.-- 

It is helpful in preparing an interpretivr summary of a 
Folicy or program appraisal to view the interdependent concepts 
which have been discussed as a checklist. 

Some of the questions which should be contained in such 
a checklist are: 

--.Were the reasons for the study fcllnd to he valid? Was 
the cause, scope, and intensity of the oriyinaf problem 
or issue redefined as part of the study or as a result 
of the study? Why did it need attention at this time? 
Was full consideration given to the expressed needs of 
all potential users? 

--Were the objectives clearly identified? Did they shift 
over time? Were there implicit objectives? 

--Were any special problems, either concepttial or prac- 
tical, encountered in using input, process, output, 
efficiency, or effectiveness measures? Were valid 
standards for comparisons used? Was it necessary to 
employ surrogate measures and what was the rationale 
for their choice? What other quantifiable or in- 
tangible consequences were measured and how? 

c --Were data collection instruments sufficient under the 
circumstances? 

--Are findings statistically significant and practically 
important? Do they answer questions posed at the 
beginning of the study? 

--Were the hypotheses accepted? Were uncertni)lties re-- 
sultinq from problems with data identified arid properly 
considered? Compared to other studies or eviOc?ncef do 
data and conclusions agree or disagree? TL not, why 
not? 

--Were lessons learned identified? Can suggestions be 
made for immediate improvements? 



. . . 
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--To what extent can the performance of this program be 
generalized to other settings within which the program 
takes place or may take place? What should and should 
not be done in tnc _ filturc in other locations or in 
similar programs? Are these conclusions based on dem- 
onstrated causal relationships? Are reasons for pro- 
gram weaknesses indicated? 

--Have recommendations been cevcloped for alternatives to 
be analyzed and compared? 

--What is still left to be studied? Xhat new guest ions 
were raised that require further research? Which areas 
of research still need further exploration? dhat re- 
search methods need to be developed or imoroved in 
order to make future appraisals more authoritative? 

ASSESSING POLICY AND Pi:OGRAl’l ALTERNATIVES ---------.-.---------------------------- 

As in the case of appraising policy and program results, 
the methods used in assessing policy and program alternatives 
build on the fundamentals discussed at the beginning of this 
chapter. In this case also, there are add it ional concepts 
and methods which are needed, such as: 

--Developing a range of alternatives. 

--Screening the preliminary alternatives. 

--Estimating the measurable consequences. 

--Assessing provisional orderings. 

--Determining the impact of constraints. 

--Xeassessing the orderings of the alternatives. 

--Checking the completeness of the assessment. 

Developing a ranqe of alternatives __-- _------i-------_----_^- 

It is essential to search out a wide ranqe of alterna- 
tives. The initial search for alternatives should not be 
constrained. Continuing, modifying, expanding, reducing, or 
abandoning an existing program, as well as completely new al- 
ternatives, should be included. With regard to the existing 
program, consideration should be given to reexamining the 
validity of the existing objectives. The process of develop- 
ing alternatives should include a thorough questioning of the 
need for any governmental intervention, which may be justified 
on any of the following grounds: 
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--Absence of suitable private alternatives or absence 
?f a private marketplace in whit!> the needed service 
can be distr ibutcd. 

--‘The benefits to society resulting from universal use of 
services or facilities, such as sewage disposal. 

--Equal availability of a service, such as oublic educa- 
tion. 

--Distribution of benefits to disadvantased people, such 
as health benefits through Medicare anA Nedicaid. 

--Regulation of private activities, such as the ccrtifi- 
cation of effectiveness’ and purity of drugs. 

--Provision of incentives fcr desired private activities, 
such as development of energy resources. 

Broad classes of approaches which show potential for 
solving the problem being analyzed should be initially iden- 
tified. One or more promising alternative approaches frOi? 

each of Lhe broad classes should be developed. If broad 
classes are not examined, alternative apprc.aches are usually 
unnecessarily limltod tc relatively small incremental changes 
from existing programs. For example, analysis of an incre- 
mental change in eliginility standards for the food stamp 
program is more narrowly defined than an anslysis of overall 
income security or nutrition pal icy. 

. 
Al 1 reasonable, and hopefully well-defined, alternatives 

sucjgested by governinental agercies, legislative committees, 
advocacy or interest groups should be considered. Issue 
papers, such as described in chapter 5, can be useful at this 
stage of an assessment. 

Screening the prel iminary al.ternat ives --.-__-------L- ---. -_--~~--~-___---_- 

A preliminary analysis of the likely consequences asso- 
ciated with the range of alternatives, including the status 
quo I should now be undertaken. This initial screening is 
intended to eliminate obviously inferior approaches and to 
reduce the original list of alternatives to a manageable size. 
It is helpful to make approximate calculations of cost and 
consequences, of breakeven points, and of technical feasibii- 
ity, etc. Alternatives should not initially be ruled out 
based on implementation difficulties, including organizational 
or procedural changes. 
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Xodif ications and combinations of alternatives usually 
become apparent and frequently protride the basis for new 
anti super ior alternatives. T IC search for alternatiy;cs is 
a continuing activity and, as the analytical eifort proceeds, 
opportunitle? to invent ilr 3iJl. ‘-over other alternatives will 
arise. 

r;tlmating measurable conseauences - ___---- --.--_--.--__- ._____.___ A--- -..__ -_ 

Estimates must be made of anticipated measurable consc- 
qdences as well as all costs and resource inputs under vari- 
ous conditions an6 levels of Jvailable resources. Mcasurablc 
consequences include effective less, externalities, and distri- 
bution considerations. In rnaxlnq such estimates, the data on 
actual costs and effectiveness found in prior appraisals of 
similar programs should be :Isod together with actual opcrat- 
iny data. It may also be necessary tc use well developed 
causal models to make such effectiveness estimates. 

Some effort should be na3c to estim‘lte side effects 
(externalities) and their reycurce impacts. An estimate is 
needed, to the ixtent pos ible, of the differences of impact 
on the beneficiaries and ,he cost bearers (distribution con- 
siderations). Approximations must be used for externalities 
and distribution estimates and various value judc;%tients are 
involved in weighing both. 

When analyzing costs which should be associated with ef- 
fectiveness, various cost concert; are needed, and informa- 
tion on these costs is usually available. When analyzing 
costs which should be associated with externalities and dis- 
tribution considerations, total as well as incremental costs 
should be developed. Frequently such costs are incomplete. 
They should be checked for reasonableness and consistency 
across the alternatives of interest. 

. . 
r. 

Information at the margin, as contrasted with information 
on total quantities, is very important in resource allocation 
decisions. Approximations of incremental costs, however, are 
more easily obtained than are approximations of the marginal 
aspects of other measurable program consequences. A reason- 
able effort should be made to estimate the direction and maq- 
nitude cf the variations of program consequences over rele- 
vant ranges. 

Information on measurable consequences obtained from 
audits, evaluations, or other studies should be used. His- 
torical and trend data- ma; provide information concerning 
how the various consequences are affected by the scale of 
act iv i ty . 

24 
BEST DOCUMENTAVAILAU 



.-‘ 
2 

_. 

hssessinq provisional orderings _I_-___- _--.---_--_--_-_---_---.-- 

Once the total and incremental conseqtienLvz of the 
alternatives have been estimated the alternatives should be 
arrayed in some order. This ordering may be based on one of 
several available approaches. 

z One approach is “cost-effect ivcntss, ” Tnis approa;ti 
focuses on resources expected to be consumed and how ti~ell the 
objectives are achieved. Using this ftsmework, a orefcrred 
alternative is identified as one which produces the laVa.?ct L 
achievement for a given level of costs or which m~~nin;izr; re- 
sources expended for attai: lng a given level of effectiveness. 

iqhile the cost-cifectlveness approach provides a bcris 
for ordering competing alternatives, it does not clearly al- 
low for comparisons of alternatives associated with multiple, 
possibly conflicting, objectives and does not treat other con- 
sequences of alternatives--externalities and distribution 
considerations--as an integral part of the analysis. 

A second approach to ordering aiternntives is “cost- 
benefit” analysis. Externalities and distribution considera- 
tions are incorporated in this approach. Hajor consequences, 
or benefits, are measured in dollars, and differences between 
monetary benefit5 and costs provides the basis for choice 
among alternatives. Cost-benefit analycis is more useful than 
cost-effectiveness analysis in treating differing as well as 
conflicting objectives. The streams of benefits and costs can 
be discounted to their equivalent present values, thus account- 
ing for the effects of time. Conceptually, decisionmakers 
would select programs based on rankings of net present value 
benefits until the total available resources were exhausted. 

Another approach is “cc.;t-value” analysis. This is a 
technique for obtairling gene; ally acceptable qdantitativc 
weignts for use in comparing tne value of the alternatives. 
In this approach, the weights assigned to various ouf.cn.nes 
are based on value judgments obtained from the decisionnakers. 

. 
The cost-value method combines elements of cost- 

effectiveness and cost-benefit analvsis. Externalities and 
- - distribution considerations can be incorporated with effec- 

tiveness. Because the value judgments of decisionmakers 
differ, various sets of ; alue judgments should be used and 
the ordering(s) of alternatives should be tested for their 
sensitivity to these differences. In such analysis botn the 
array of consequences associated with each alternative and 
the ordering based on the various value systems should be 
presented to decisionmakcrs. 



Each approach has both strengths and limitations, but all 
'hare certain limitations. One such lizitation is uncertainty 
;.suscd by such things as variations in assumptions and the 

P- quality of information on the aiternatives. Because uncer- 
.* - tainty is always present in anticipating future outcomes, un- 

due reliance should not be placed on small differences in 
_. ordering(s) of alternatives. The quantitative analysis which 

i - has been disctissed should be supple.nented with an analysis of 
nonmeasurable consequences. A serious attemot should be made 
to indicate the significance of non:neasurable consequences. 

Determining the imnn.ct of constraints -- _______ -_- ______ --&---- ___------___-.--_ 

Special efforts should he made to assess the impact ;f 
actual and potential legal, financial, and political con- 
straints. Programs and policies must operate within the 
Eramework of law. Alternatives which may appear thcoKetically 
desirable must also operate within the law. Consequently, the 
alternatives considered for adoption must ,-onf?rm to this 
framework. 

In addition to these sorts of constraints, there are con- 
straints resulti!;: from conflict with other objectives. An 
example of ;uch constraints is the conflict between environ- 
mental, transportation, and energ!' objectives. 

However, COnstKajntS are not Inflexible. If Jecision- 
makers were cearly aware of the potential opportunities fOKe- 
gone resulting from existing constraints, those constraints 
might change. 

Dcclsionmakers must COnSideK oossible public reaction to 
alternative policy and program outions, strategies that miqht 
increase tneir acceptability, ani what administrative or other 
operational barriers to implementation exist. The problems of 
implementation and of acceptability may, to some degree, be 
ciealt with in analysis. Usually, assistance can be provided 
to decisionmakers in idertifyinc the "second or third best" 

. alternatives which may have higher prospects for beinq ac- 
. '- cepted or implemented. 

It has been argued that if acceptability considerations 
+ .- are avoided, the assessment of alternatives becomes more ob- 

jective, less parochial, and less tailored to fit preconceived 
positions. On the other hand, it may be argued that if accept- 
abiiity con;idcrations are not included, the analysis may 
prcve to be irrelevant. 
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Reassessing the orderinqs of t!-~e alternatives ___-___-_---._----.---_--_-_-------------- --.- ------ 

Orderincis of alternatives are always provisi<,‘lql. They 
are determined within the context of the factors 3n.1 ;lalucs 
considered t6.!3.. important ~j..iri7~ the course af the analysis. 
The assum?t ion‘s and values dn:icrlying the various order incjs 
of the alternatives must oe clearly ?rcsented to decision- 
makers. Furthermore, even w?,en the analyst thinks the study 
is completed, decisionirakcrs irtay raise new issues, ask new 
questions, request further study, and ask for additional 
comparisons. As these requests are answered, the orderings 
of alternatives may shift. 

.+lthough attempts should he made to include as many 
factors as possible, other considerations properly impact 
the final solicy and program choices. Some of these con- 
siderations may be completely beyond the analyst’s knowledge 
or ability to estimate, even qualitatively and belong in the 
province of the decisionmakers’ judgments. 

Checkin .ompleteness of the assessment -.------2- ---------_.----._-.-----------_.- 

Some of the questions which should be considered in pre- 
paring an interpretive summary of a policy or program assec.s- 
ment are contained in the following checklist: 

--Were the reasons for the study found to be vaiid? I$$?;: s 
the cause, scope, and intensity of the originai probLern 
or issue redefined as part of the study or as a result 
of the study? Nhy did it need attention at this time? 
ivas full consideration given to the expressed needs of 
all potentiai users? 

--Were t;.e objectives explicitly stated and validated? 
Did they change during the course of the assessment? 
If so, why? 

--!$ere there any potentially interesting alternatives 
eliminated early in the analysis? If so, why? Under 
what circumstances might they become attractive? 

--Were any special problems, either conceptual or prac- 
tical, encountered in specifying an adequate set of 
quantifiable measures? How reasonable were the dollar 
values attributed to physical measures, if that was 
done? Were qualitative indicators properly identified 
and used? 
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--Do the effectiveness lneasures accurately reflect the 
degree of attainment of the objectives? here they 
consistently used among ail of the alternatives? Is 
the effectiveness data reliable? Has uncertainty in 
tile data been properly cnn:;idered? 

--Were side-effects and distribution considerations ade- 
quately considered? Are there signif icant differences 
among the alternatives? 

--Were all of the cost implications captured? !low rel i - 
able are they? CJhat is the range of uncert linty? 

--To what assumptions or data is the rankirig of the 
alternatives sensitive? Are there any actions which 
can make the leading alternatives significantly less 
affected by the uncertainties? 

--Are there any special problems connected with gaining 
general acceptance of the apparently preferred alter- 
natives? Will implementation cf any of these pose 
particular difficulties? 

--Is it likely that additional information about the lead- 
ing alternatives would change the ranking? vow, when, 
and at what cost cocld this information be obtained? 
Can the policy or program decisions be held open while 
new studies, evaluations, <‘r research efforts are com- 
pleted? What long-term evciiuation or research efforts 
need to be initiated to meet similar or related problems 
in the future? 
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CHAPTER 5 -- 

PRACTICAL ASPECTS CF MANAGING AND PERFORMING STU"IES --- --m---v .__----- -_ -- 
"- Previous chapters ha>re discussed the conceptual aspects 

'. of appraising the results of policies and programs and of as- 
sessing alternative solttions to the iss.es related to them. 

: In deciding I-hich problems to study and in carryihq out actual 
* evaluations or analyses, however, certain practical questions 

arise which need t; be addressed. This chapter discusses some 
of these practical dsl;ects and offers suggestions for coping 
with them. The list is not extensive, but is indicative of 
the very real problems faced in this type of work. 

FORMULATING AN AGENDA OF STUDIES --e-----P --- 

One of the most important res;dnsibilities facing any 
manager of an evaluation, analysis, audi', or other program 
review staff is developing an overall work plan for the organ- 
ization. Planning a program of studies which ti~ill be of maxi- 
mum benefit to decisionmakers should involve two principal 
tasks: 

--Identifying problems or issues which are evolving as 
major areds cf concern. 

--Deciding which of the many candidate problems the 
organization should commit itself to studying. 

Identifying emerginLprobl>ms --- ---- 

A contribution can be made to resource allocation de- 
cisions by raising problems alld exploring their ramifications 
in "issue papers." These focus on programs or policies which, 
there is reason to believe, will become the subject of a full- 
scale evaluation or analysis. 

The ability to recognize emerging problems for issue 
papers depends on experience and good judgment. It also re- 

- quires (1) a deep understanding of the program slrea in question, 
* - and (2) changes in the external environment. 

An issue paper may follow :he format and style appro- 
. * priate to a full-scale evaluation or analysis but is limited 

to "state-of-the-art" assessment of what is known about the 
particular program area. An issue paper could be as short 
as a few paragraphs or as lengthy as a document which covers 
all or almost all of the points required in a full evaluation 
or analysis-- the latter would not have the scjpc or definitive- 
ness of a finished study. The conclusion of >n issue paper 
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should emphasize recommendations on the nature 2nd pace of 
studv efforts. For example, whether th<. r~roSle:r should re- 
ceive high [JriOrity attention (and wnyj, w!let.her it c.hould be 
pursued but on tl l,)ng-teri; basis (and ~h;ii r or i<hethcr it 

-I should be abandoncu (anti why) . 
.t - 

._- - 

DecidincJ which proL>lems tij study _----_.- --_---- __-. -.--__-_- --__ _--- _ 
1. 

z Many problems, Drograms, 
of systematic study. 

>r,.1 policy issues arc_’ in need 
Yet ttlc scarce resources of evaluation 

and analysis staffs need to i>c allocated to the most procluc- 
tive projects. 

Issue papers can identify policy and program probiems 
worth evaluating or analyzing. However , a complex series r.2 
judgments is still needed to select that particular group> of 
problems which, if solved, woulti maximize the anticipated 
Fayof f. While it is rclati< .I.,’ easy to list the factors in- 
fluencing these choices, it 1:: seldom feasible to appraise 
all of t.htm in a formal quantitative fashion. 

A qualitative. yet systematic weighing of the following 

-  -  

4 

factors 

1. 

2. 

3. 

will be helpful: 

The anticipated payoff of successful evaluation or 
analysis. 

This payoff can take several forms: an inef fec- 
tive program can be canceled and costs saved; a mis- 
managed program can be reshaped with consequent i,n- 
provcments in effectiveness, reductions in costs, or 
both; better alternatives can be substituted for cur- 
rent programs and policies with gains in effectivc- 
ness, reductions in cost, or both. 

The chance of the successful performance of an evalua- 
tion or analysis. 

This judgment depends on a basic understanding of 
the fundamental causal relationships, the requirements 
for additional information, the adequacy o; current 
analytical methods, the qudlity of staff, consultants 
or contractors, and the time and money available. 

The chance that a preferred course of action can a?- 
tually be implemented. 

This judgment depends upon such a thing as new- 
ness, simplicity, visibility, coverage, and timeliness 
of tne F.eferred course of action. 



4. The need for resolving the problem or issue. 

This need depends on the n.atare and re: Je 
importance of the problem and t!le tl?e remz1:.;::q 
before a meaningful decision has to rJe made. 

5. The cost of the evaluation or anair sis. 
. . 

.- BEGINNING A STUDY ------_--------- 

Certain tasks need to precede the time when tb,e major 
commitments will be made of staff and other resources. These 
tasks included preparing a study plan, obtaining ncccscsry 
agreements, selecting the study team, establishing lines of 
communication, and selecting appropriate methods. 

Preparing a detailed study plan ------r--m-- ------ -- ---- 

A substantial effort should be devoted to drawing up a 
comprehensive &nd thorough study plan which will serve as a 
guide for all subsequent work. A study plan that is too broad 
in scope or loosely stated is almost certain to create false 
ex:jectations for some interested groups. Clearly, trade-offs 
have to be made between the time devoted to planning versus 
doing a study: and within the planning period, between a de- 
tailed and a general study plan. 

As the study progresses, It is 3.ikL.y to deviate from 
original expectations. Perhaps, the issue turns out to be 
different from that originally postulated; the objectives 
may not have been stated precisely enough; a working assump- 
tion may not pr0vI-s viable; other alternatives to the program 
emerge; new facts come to iignt; hopecl-for data cannot be 
obtained; and so on. All of these developments cali for some 
modification of the study plan. Changes should be made, as 
appropriate, to the study plan. 

Essential elements of the study plan would appear to be: 

c -- 
--A clear statement of the problem to be studied and 

questions to be answered. 

--A careful listing of constraints or assumptions. 

--A statement of methodological approaches to be used. 

--A specification of the resources to be committed (in- 
cluding identification of the key staff members and 
any contracted tasks required). 
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--The frequency and format of reports and to whom. 

--Procedures for amendi,jg the study plan. 

--The time frame for the major components of the study 
and the final deadline. 

When a study or -a major part of it is to be performed 
by contract, there should be discussio.. and understanding by 
the parties ccilcerning the essential elements of the study 
plan. TLiiS is ! ikely to require lengthy dialogue with the 
decisionmakers. Persons with official responsibility for the 
pal ‘cy or progra,n and for the stud y should assess feasibility 
ant. validity of the study plan. Any unresolved differences 
between them and the st?ldv group should be noted. Large seg- 
ments of time and effort are worth investing to arrive at a 
workable under standing . 

Selecting the studv team --- -----. ---------L--- 

PIost analyses or evaiuations require contributions from 
several key persons. For large studies, subteams for parti- 
cular aspects may be required. As 1-n a;ly group effort, some- 
one must be in charge to (1) provide guidance, (2) nunage the 
work on a day-to-day basis, (3) report to higher authority, 
and (4) generally be responsible for meeting the terms of the 
study plan. The coordinator or director should be experienced, 
with a technically sound but broad background, an instinct 
for the principal issues, and the leatiership abilities that 
elicit from the team members their best efforts. 

Leadership is important for the team effort. A team 
studying any complex policy or program should be composed 
of exper ienced per sons from various disciplines. 

Regardless of their origin, however, all should be 
made to feel as coequal members of an exciting intellectual 
experience and a useful endeavor. It usually turns out that 
the team coordinator or director will have to be principal 
editor of the final report-- so expository writing skill is 

-. * also a n<cessary characteristic. 

One way to create such an environment--aL the same time 
- avoiding duplication of effort--is to have an initial brief- 

-- . ing on the terms of the study plan with all team members. Im- 
portant aspects such as concepts, assignments, schedules. 
basic assump:ions, need for personal and agency coordination, 
and reportin requirements should be fully understood and 
agreed upon in advance. Provisicn should be made fo, periodic 
briefings by each specialist to the team as a whole so that 
everyone has both a grasp of overall progress and a chance 
to offer facts or insights on any aspect of the study. 



It is often helpful to obtain reviews by cornpet. ;I? $: 
widely recognized independent profcsci.onal analysts r ,* -. ; u a - 
tor s and exper ienced ;~ragram acln;i~ist..-ators. This 2. 1, ;13:lr; 
2 scasoncd viewpoint which n:ay iFli21-OL"~ the t+?C.:?lTiC21 -;,ec t .c: 
and may assist tile superrlisor in ;?ssesL;1nd =!.I: tech;:l.-zi . * 

r- 
a+-yuacy of -_th2 work bf staff members tr3lzeG ln Ji;!crcnt 
disciplines. -. 

: Sstablishing lines of communicatio:, --_- ____ _-. - _- ___ ---_~_ ___ ____ - _ _L_ -__- - 

If the study effort is sufficlen?;y large, official points 
of contact amon? various interested ~I-GL~? S,IG users of tne 
study should be designated. This should insure that communica- 
tions of all kinda flow quickly ancl clearly among the qrouns 
having a major interest in the progress of the_ study. Open 
communications provide the basis for a more complete a;scssment 
or appraisal and a climate in which recommended changes are 
more likelv to be accepted a.ld implemen’:ed. 

Selecting aoproor iate methods ------ --.r---CL.-- ___-_.- ------ 

Comparison or analytical methods which yield valid znd 
une, -1ivocal results should be i.sed. However, the method must 
als sdtlsfy the constrainta of time, money, and data peculiar 
to ,.~e study. If the constrainis imposed qre so rigid that 
the study would br? compell.ed to L’se methods judged to be 
analytically inappropriate, the study should be undertaken 
only after fully informing responsible authoritlea of the risk 
that reliable conclusions and recommendations are not likely. 

i\lo particular approach or tecb,nique is inherentltr ?hp 
appropriate o1 3. In practice, there ?rz too many 2 ‘- s 
to mold the policy or program issu? to fit a specif ‘3 - 
nique. This should be avoided. For a specific St i- 
ous approaches, each having its own particular 105 ,Llld 
be considered. L’sually, a blend of methods and te - .ec: 
will be required to provide insights into the fuii c.onse+uences 
of the various alternatives. Reasons for selecting a pai.ticu- 
lar approach or blend of approaches should be clearly St&ted 
so others can understand the rationLee for the particular 
choice. 

Whatever approaches and methods are selected, they should 
satisfy the following criteria: 

1. Validity--does a high degree of confidence exist 
that inferences made occur in the real world? 

2. Relevancy-- are insights obtained useful to decision- 
makers? 
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3. Significance-- can a reasonable number of nontrivial 
inferences be drawn? 

4. Efficjer,cy-- does the value of the insights exceed 
the costs of using the approach? 

5. Timeliness of results--will the analytical informa- 
tier be available within the time available an; 
will it be in time to meet a management or legisla- 
tive decision point such as renewal of expiring legis- 
lation? 

Modeling and statistical inference are two related methods 
which are particularly useful and are frequently used by evalua- 
tors and analysts. 

A model is an abstraction from or a representation of the 
key elements in some real world system. If the key elements 
and their relationship5 are adeguately specified, relevant, 
and valid, a model can pL --diet the consequences of untried 
alternatives and variations in data and assumptions. 

Statistical inference techniques are widely used to 
analyze the implication of data obtained from the various 
collection instruments as well as the results obtained from 
analytic models. There are conditions and assumptions that 
must be satisfied before appropriate applications can be made. 
Mistakes can occur, for example, if prepackaged cornouter pro- 
grams are used without understanding the technique itself. 

CONDUCTING A STUDY ----------- 

In the performance of any evaluation or analysis, practi- 
cal decisions of many types must be made, and practical prob- 
lems are frequently encountered. Some of the most common ones 
are discussed here. 

Collecting relevant data ------------- .--- 

In performin<, studies, there is often a temptaticn to 
collect all of the information which might be of use. While 
every piece of information nay have some value in the right 
place, the ouestion Is, Is it relevant and worth what it costs 
to acquiri it? Questions which should be continually applied 
to any data collection effort are: Exact17( what question is 
this piece of data intended to answer? xhs t anal yt ic model 
demands it7 * Khat calculation cannot be done without it? 

Testing the reliabilitv of data -- ---_---_--~--- 

An attempt should be made to estimate whether data are 
reasonable at the time they are first generated; i.e., how 



does this new piece of data square with everything else tha: 
is known or can be deduced relating to it? This is especially 
important when complex calculations are involved. How does 

- the qnswer cqmpare with rcugh calculations? The exercise of 
making rough caiculations frequently gives the staff member 
new insights into the data. 

.- 
1 There are numbers of one kind , r another which are widely 

pub1 ished. In some cases, essential data will have to be “con- 
structed” or “extracted” from secontidry sources. Everyone seems 
+ro use them unquestioningly. Howeve;, a careful analysis has 
often demonstrated that some data hav.? different interpretations 

.d informa- 

than what is commonly supposed. 

Occasionally, an attempt may be made to withho ‘1 
tiori. It is not uncommon to hear that data 

--is too hard to assemble: 

--doesn’t exist in the form wanted; 

--is only a qorking paper; or 

--is pr iv ileged . 

Gjhen faced with this type of situation, the analyst should 
(1) consider the value to the study of the information, 
(2) attempt to obtain a release of the appropriate informa- 
tion if needed, and (3) propose to the study coordinate-. that 
a formal request be sent for the needed information. 

Frequently, data collected from different sources about 
the same subject matter will be in apparent conflict. The 
first practical step in getting the right data, is to recon- 
cile the apparent conflicting interpretations of thn irstn, 
An appropriate question may be: Are they “iuly ‘-WC‘ different 
sets of values describing exactly the same event or situation? 
A second step would be to examine how the data were derived. 

- The apparent conflict may be a simple function of the data m *. collection methodology. After these procedures have been 
employed, it may be appropriate to use an analytical tech- 

- niq-ce to determine the significance of the differences. Addi- 
-0 tional assurances may be obtained by having data reviewed by 

experts in the field. 

Protecting the confidentialityf l-----.--+-- -.-- T-.-T-.T~-- - 
information about inaividuals -I_---.-----------.---- 

It is often necessary in evaluation and ana lYS s to 
collect data about individuals. It is important to make 



certain that such data is not personally identifiable in 
the study or in unsecure files. If it is necessary to 
obtain informatilxn from the same individuals in subsequent . - t.i,m,e per ious, special controls and procedures should be 
required to assure that systems of records do not disclose 
intividually identifiaole data. For example, jr-1 e;l?lua?~r 
may use a unique code for an individual’s data. ?‘.?is wocld 
enable the data source to furnish appropriate informa+.ion 
aboilt that particular person without the cval ustor kno>/inr; 
the person’s name. Encoding is a co.mmon step in such con- 
trol procedures. A very common code is the social securit; 
number. Nonet.heleas, no right, privilege, or benefit ma:) 
be denied by anyone to an individual who refuses’ to divulge 
his or her social security numher except where disclosure is 
required by Federal law or was required by s law or reaulat!on 
that predates the Privacy Act (Privacy Act of 1973; Public 
Law 93-579; 5 U.S.C. 552a). 

Federal agencies and their contractors are required to 
comply with all provisions of the Privacy E,ct of 1974 tc 
protect the confidentiality of individually identif iabl? data. 
These provisions include: 

--Public disclosure of the fact that an agency main- 
tains a system of records about individuals. 

--Strictly enforceable procedures for assuring that in- 
dividuals have access to their records and the oppor- 
tunity to csrrect them. 

--Controls on interagency tra,?sfer of individual’s 
identifiable data. 

--Administrative, technical, and physical safeguards 
to prevent unauthorized access to such data and per- 
sonal liability for civil damages as well as criminal 
penalties for violation. In planning a study, care 
should be taken to require individual identifiable 

-m information to be collected only when no other ap- I. preach can enable the issue to be validly studied. 

- . . , 
Pocumentinp and referencing --___--.- ----- ---- 

Documenting appraisals of results and assessments of 
alternatives is important. Dasic assumptions should be 
clearly identified and recorded. The documentation should 
be sufficient so that another individual or team involved 
in reviewing the policy or program, by reviewing the docu- 
mentation, could follow the analysis, and as needed, recon- 
struct parts of it, or use it in another study. The rationale 
for using indirect or surrogate measures snould also be stated 



. 

es9licitly. 3ral interv iews shcu Id be summarized in writ 
. dated, ana filed. Original documents. should be retained. 

ing, 

. 

Complete files of relevant raw data and working papers should 
be kept anti filed so that they can be retrieved easily for 
review. 1nforn:ation which cannot be readily filed should he 
adequately described and referenced in the files. 

The study team shoul3 design, use, and save working 
papers. Well designed, clearly labeled, and fully legible 
working papers offer an important insurance policv to the 
study team. The working papers constitute the evidence 
gathered. A review of the working papers will show whether 
the study team has been thorough or whether they may have 
overlooked an important fact or element of a problem and that 
all similar elements of the anal’ysis or evaluation have been 
treated consistently. Developing the total costs of each of a 
series of alternatives is an outstanding example of the need 
for, and usefulness of, a carefully designed and clearly 
labeled set of worksheets. Without them, the chances of miss- 
ing an important cost element, incorrectly calculating an in- 
termediate result, or costing the competing alternatives in- 
consistently are substantial. 

tiorking papers should be dated and signed so that a clear 
trail is established as to who did what and when. ‘Ihe best 
way to tie it all together is to file with workpapers, one 
copy of the finai report, which cross references significant 
sections to the workpapers. 

Adhering to time schedules ---__------___ __~_ 

Effort should be made to anticipate some of the possible 
delays and the time schedule should allow some slippage to 
accommodate unforeseen delays. In a very real sense, most 
complex tasks are harder than originally anticipated, and 
therefore take longer than tney were estimated to require. 

Leading and coordinating the study team ----- ------------ ----- --.- 

It is essential to maximize the interaction among the 
study team members. Physical arrangements which inhibit 
this resu.7.t should be avoided or modified if at all possible. 
When gathering the first iist of alternatives or hypotheses, 
brain storming is extremel]. useful. 

The COOI dinator should take every practicable step to 
insure easy access to the decisionmakers who expect to use 
the analysis or evaluation. A continuing (but not necessarily 
continuous) dialogue should help to make the products use- 
ful and well accepted. The coordinator also needs to impress 



on the team the im;?ortance of maintaining an open, honest, 
and amicable relationship with the personnel of the program 
under analysis or evaluation. It is all too easy for program 

-- people to frustrate a study if they have been antagonized or 
iiult. ._- - 

Usixcomputer-based models -- _-_-__--_----_.I___ 

For most large scale, but routine, quantitative m2nipula- 
tions (statistic21 analysis, linear programming, etc.) good 
canned p: Jgr2ITiS are available and should be used. When 2 

program or problem has many c:,mplex interrelationships, how- 
ever, ar.d the effects of altering the assumptions or data are 
not obviolls, a specially designed, computer-based mcdel may 
facilitate the study. In such cases, creative computer pro- 
grammers are extremely valuable. 

The structtire 2nd operation of any model should be rea- 
sonably apparent to decisionmakers who want to use the study: 
its output and workings must be readily understandable to 
them. Usually, this can be accomplished by carefully dia- 
gramming the components of the model and ex,blainlng how each 
component operates and interacts with the others. Users of 
the study will normally accept the computational competence 
of the model if the logic makes sense to them and they have 
confidence in the study team. 

CCMXUNICATING STUDY RISSULTS ~-----~--___--_ 

Many persons doing studies fail to understand that doing 
a good piece of work is necessary but hardly sufficient for 
bringing about a favorable change in the real world. At least 
two major steps beyond successful completion of a study are 
required: the results must be clearly, concisely, and co- 
gently communicated to all those affected; and a policy or 
program decision must be made which results in some kind of 
action. 

Specifying the nature of reports -- -- 

There are three general classes of problems involved in 
reporting appraisals of results and assessments of alterna- 
tives: (1) to whom should reports be made: (2) when should 
reports be made; and (3) what style and content characterizes 
good reports. Each new study will suggest its own individual 
requirements and should be made a matter of record in the 
agreed work plan adopted before each study is begun. A few 
general guidelines can,- however, be set down. 
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Unless special considerations dictate otherwise (e.g., 
security problems), reports should routinely go first to the 
team supervisor and others as needed to insure that they meet 
the organizations ’ professional standards. Even profcssion- 
ally sound studies, however, may result in disagreements with 
the managers of the programs being studied. In these cases, 
the study team should reduce the number of areas of disagree- 
ment, and where these continue to exist, the issues sho,!ld Le 
substantial and clearly defined. Although decisionmakers 
waiting to use the report can be kept infor.mec cf key f i:.d- 
ings, it will in the end serve the.m best if ths? foregoing re- 
view process is complete before the final report g(jes to them. 

No report, other than the final version, s!lotild be dis- 
tributed beyond those listed earlier without their corcur- 
rence. Unauthorized release of preliminary, 4raft, interim, 
or partial reports can be harmful because frequently, errone- 
ous information, even though corrected later, xcomes widely 
diffused and becomes a source of further error and confusion. 
Publicly availanle reports should be free of such errors. 

In planning the study, sufficient time should be allowed 
for writi.ng the final draft report, gathering comments, edit- 
ing, and securing the necessary approvals. The report writers, 
in turn, have an obligation to complete the report within the 
scheduled time. Report outlines should be prepared early. 
They can provide indications of the most critical data gather- 
ing and interpretation tasks yet to be completed in order to 
have a useful and timely rtiport. Decision points ccme and go 
relentlessly and a potentisll.! good, decision-affecting re- 
port may lose much of its value because it was not available 
when needed. 

Communicating with clari:y and conciseness --__--I----------- --------- 

Writing a good report is an art and the required skills 
are probably as scarce as that necessary for evaluation and 
analysis themselves. The solution is to insist that staff 
members work at learning to write well. C e helpful step is 
to provide staff members with specific guidance, such as 
Strunk & White’s “The Elements of Style” and insist that they 
study it and use itas-@!tof-Fheir regular duties. In addi- 
tion, someone on the staff can serve as resident editor. All 
signif icant alterations should be discussed with the author: 
not only to insure accuracy, but to assist the author in 
learning to write clearer, shorter, and more trenchant re- 
ports. 

, Study reports are typically directed at a reader lacking 
relevant technical training. Therefore, the main body of the 
report should be written so that it is readily comprehensible 



to the nonprofess ional reader. However, mater ial included in 
‘ , :e report- should be sufficient so that a reader can under- 
:‘:.ind the logic trail in support of the conclusion. Jargon 
iJi;ould bt kept to a minimum, and where it is used, define it 
LLlL-efUlly. Supporting technical m,-ter ial shculd be presented 
in appendixes. Graphs and tables included in the main body 
of the text must be clearly labeled and fully discussed in 
the text. Snort reports are typically self-contained, while 
long cries ought to be accompanied by an executive summary of 
the study’s general conclusions and recommendations. 

There will, of course, be differences between the format. 
and content of a report on appraising program or policy re- 
sults and a report on assessiG\g alternatives, or a report 
containing both. Xithin each, of these, some variation in 
format and content is inevitable, depending on the nature of 
the policy or program issue being studied and the methods 
used. In general, the format and content of reports should 
cover what was found through each of the ccncepts and methods 
discussed in chapter 5, as appropriate. 

Followingq -- 

Kriting a clear, concise, and informative “final” report 
is not the end of the “communicating” responsibilities. 
Usually, some decisionmakers will need assistance in (1) in- 
terpreting the report, (2) clarifying aspects of it, (3) 
getting answers to questLons raised by it but not answered, 
and (4) in general, developing a reasoned reaction to it. 
ariefings, informal question and answer sessions, and vari- 
ous kinds of supplementary written materials may be needed. 
In sume cases, the communicating responsibility may even ex- 
tend to preparing the supporting technical parts of whatever 
decision document emerges from the decisionmaking process. 
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Activity 
..- 

Activity 
milestone 

Alternatives 

Analysis 

Aporaisinq 
policy and 
proqran re, 
sults 

Assessinq 
policy and 
program 
alternatives 

G I-OSSARY .-------- 

Any project, task, or nrocess reou ;:~ed in 
carrying out a program. A comhinatlon of 
several activities such as research and de- 
velooment, training of perso??r.el, and dis- 
tribution of infor;,,ation r;-,al~ t-,e elements in 
a particular proqran. Activities constitut- 
ing a program vary with the nature and our- 
pose of the program. 

The accomplishment of a specific a;nount of 
activity or work by a given date (e.g., 
build 5,000 child care centers by 1978). 

The different possible courses of action 
(policies or programs) with respect to achiev- 
inq a particular objective. 

F )r the purpose of this document, analysis is 
a systematic procedure which searches for 
alternative policies and programs for schiev- 
inq public objectives and attempts to assess 
and cozpare their anticipated costs and bcne- 
fits over tiine, as well as their other con- 
secluenccs, in orasr to provide the basis for 
better future cnoices. 

For the purpose of this document, the term is 
equivalent to policy and program evaluation. 

For the nurpose of this document, the term is 
equivalent to policy and uroqram analysis. 

Bias An unintended disturbing influence on the L 
-. outcome of a program or zxperimcnt caused by 

abnormal conditions or an unDlanned variation 
in the treatment of a control or experimental 

, - group. 

Case study A detailed, indepth, appraisal, generally of 
a single policy or program, focusing on out- 
comes, _ processes, management, organization, 
and operational settings. 

! 
-. 
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Constraints Limitations on the freedom to choose or use 
particuic>r alternatives due to problems of 
political acceptability, technical feasi- 
bility, cl;ltural values, legal structures, 
environmental considerations, etc. 

Control ‘Jroup In a field experiment, persons, groups, or 
entities, who, throue-rh a rando.n assignment, 
do not rq:ei.ve servi:es associated with a 
program. The cJntro1 group acts as a basis 
for comparing the effects or results ex- 
perienced by the: (experimental) group rc- 
ceiving the services. 

Cost-benefit An ana’ytic approach which focuses OII res- 
analysis ources expected to be consume<! and on those 

consequences which cd’.‘: be transle:.>L into 
.aonetary terms. 4 uscf ul 3p:3rtisch allowing 
the deter zination of disco Inted present 
values and ~3 co~pat-Ison 97 wiCc!y ranainq 
alternatives. i Set YcKean In tfic- 01Ll isq- 
rsphy fcjr a ZC)KQ co:;l:)l?trr ‘-i lscv2;-sicn. j 

Cost- An analytic agproaskl which focuses on r(‘5-- 
effective- ources exp,?cted to be consi:m?c? :nd 0~7 tf-.r: 
nes5 anal- extent to which objective(s) i;o.;;d !;e met. 
ysis A useful approach, !3ut linitcd 13 situation:; 

involvinc; inul tl:sl+>, Dossihlv conflictinc!, 03- 

jectives. I See CJU~;!IY in the n~bl ii)qrar)hv for . 
a more cor,olete clir-::ussion.) 

Cost-value 
analysis 

An analytic approach which co!nDines elements 
of cost-effcttiveness and cost-benefit anal- 
ysis. Effectiveness, externalitv, distribu- 
tion, a: well as other consequences can be 
treated through the :jSe of value sLrroqates 
which reflect the relative importarce of 
varic,:; concequences and allow an overall 
assessment of the at?ractiveness of various 
alternatives. 

costs A measure of that which is given UD in order 
to achieve some objective. Costs can be 
measured in terms of the resources used, the 
alternative uses of those rescurces, the money 
equivalent of those resources, or in terms of 
the benefits foregone in the next bpst uses 

of those resources. (See Fisher in the bi- 
bliography for a reference work givisg a 
fuller treatment of. the subject.) 
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Distribution Measures which reflect immediate and 
. 

m- measures indirect consequences on the beneficiaries 
and the cost-bearers resultin:! from the im- 
plementation of a policy or proqran. 

: 
. 

Distributional The results of a transfer oayment system L 
effect which takes resources from one grout and dis- 

tributes them to Lnother grout (e.g., the 
progressive income tax system 3iLIS the wel- 
fare system result in a transfer of wealth 
from the rich to the 13oor.j 

c’f feet ivcness 
measures 

Equity 

Experimental 
group 

. 
l 

* Experimental 
methods 

In a f leld cxper iment ?er;ons, groups r or 
entities ~lho, through a random assignn:ent , 
recei* e services associated i;it!-~ 3 pro;jra.1 . 
The cxperime:ltzl qroup is coaparod with th,: 
control L)r ti>c nonrandom comparison grou? tr, 
determine which effects are attributable +o 
the program. 

The attempt to appraise the degrc.: to -wh:ch 
observed results are attributable to a pclicy 
or program or attributable to other factors 
not associated with the policy or pro<,ram 
through I-he use of an experimental gr.;up and 
a contr.21 group. 

43 

I 
-. 



APPENDIX I 4PPENDIX I 

Externality 
measures 

LIpotnesis - 

. 
Incremental 

ef Cects 

Intangible 
measures 

Issue paper 

Manacger ial 
eif icionc) 

Marginal ef- 
fects (in- 
cremen tal 
effects) 

L 

.  

.  

.  

Measures vhici? suif iciently reflect the 
side ef fccts associated with a pal icy or 
orogram. 

4 s t a t ? 3 c? ;: t. c? f a presumed causal relatiot.shi? 
havil,q c~:,it icallv testable consecuenccs. 
The information c;ollectcd is user? to orove or 
dlsnrove the. statement. 

See marginal effects. 

Measures which reflect the aualitative asoects 
of the consequences associated with a policy 
or program. 

A document which conforms in ‘:;;mat to a 
regular evaluation cr analysis but whi.ch 
restricts itself to what is currently known 
about the issue, nro:>lem, or Grogram. 15 is 
Intended to assist in identifying emerqing 
oroblems and deciding whether they sho,:l:i 
become the su!ijects of a full, fora.al eva’i;?- 
tion or anslvsis. 

A situation in wp.ich outouts are maxilnized 
for a gi::en technology sncl level of resources 
through the actions of the !manager ir deploy- 
ing those resources snri favorably affecting 
the beliavior of the ?2rsonnel under his con- 
trol or with whom l-.2 interacts. 

A mebL”ire of the effec:s (usually costs or 
effectivens:sc) which are associated with just 
the next unit of activity or oroiuction; the 
addition to tctal costs or effectiveness 
brought on by the next unit of activity or 
production. Kost analysis and manager ial 
decisionmaking is concerned with chcngcs “at 
margin “--the costs and other effects oroduced 
by a small addition to or reduction in ac- 
tivity from some base poir,t. Strictly speak- 
inq, marainal refers to the changes brcught 
about by-just a single unit change in produc- 
tion or activity. Incremental effects refer 
to effects caused by smnli blocks of change 
in activ:ty or production. 
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Measurable Tile set of oroqram outcomes which are qcn- 
conseouences crni 1.; r~easura:~le in a nuantifiable way. 

Some of thc::e are effectiveness, benefits, 

-. 
. 

COSk!Z, externalities, distributional effects, 
a n d r~hr-t-t co.‘3:;i.rlc, intanqiblc effects. 

,n n j : .. t r -* ’ t 1 F-7 ,, -LCC - from, or a rf:-resentation of, 
t 11 c1 k r v 2 1 F_ 7 c r. t .: and the;: r:lationships in 
$ cj ;7 n-z 1 &..a1 'XOL- id svstcn. 3hc usefulness il f 
2 !: ‘,’ :.(:rjq 1 , as uccii here, lies in its ex- 
~;fan.>t -fry capabilitv. r\ ~JSC?fLll WC%\’ Of 
c 1 -; ‘: ‘2 , f*,rinz moci.?ls is: mat!?eriaticai mocjels 
(e.g., linear and nonlinear proqramrinq, de- 
cisi?n analysis, and markov analysis) ; simIJla- 
tion models (e.q., scnsitivitv analysis and 
operational qaiiinq) ; and 4ual i tat ive models 
(P.ci., role playing and scenario i:ritincI). 
Each car, provide its own special insights de- 
oendinq on the nat ‘re of the nrohlem bcins 
studied. 

IJonrandom IF a field experiment, when random .li.siq:l-- 
comparison r,;cnts to the group not receivinq st-,rvices 
group associats:j with a oroqram are not o>s.sibl?, a 

nseudocontrol 17rr:ufI actinq 2s a benchmark. is 
establ ishcd x 1 I J. c h i s nstctied as closely 7 - 
oossi!;lc to the (exocrimental) qrou.?] recur:-:- 
i n q t h e service:;. 

. 

l . 

I  

Objective A qooti effect or inten?.:; result. ,s 0 m f- t i 3 22 $ 
called a goal or Turoose. Statement:; nf ob- 
jectives specify the qood effect or end 
reP-0lt intended to be ach i cocci and for n!iq 71. 
In the case of ongeinq nroqrams, ;\ t!lird 
clause specif’.‘inll t’le qf?ncriJl !T?e;inS 5’)’ xhi ?I 

the c!Ifcct is to hi> ;.chic,Jori i’- ?lso ,-~iven. 
In an nbIectivr2 st.i:~~ment for an iss:lC or 
pf Oble,T, the t ii i r d , “~r>t,g-t~-f-~q- i t ” c 1 d 11 se 

is absent, sin!:? that is the latter under 
stl1d-f . Okiect ivcs I T;J~: be VP t-v seneral (e.‘~., 
“; c? i :3 t <-‘ i r! (jr’ i -7,:; r p-;cd the hc2i tt, of ttlc r~cog! P 
of F,r ::::lac::ia) cSr (Juite snecific (c.g., rc- 
du& tt>c incidence of tuberculosis among 
,nlne! s in l;‘r>ci VirrIinia). Spccil’ic or more 
operationally stated object it-es should Se 
demonstrably related to the lsrqer ,ovorall 
objectives with which they are associated. 
Nhcn specific levels of okjectivtl achieve- 
ment or activity hy speciric dates arc 

I 
- 
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settinoc 

established, they are more oroperly called 
management targets or activity milestone; 
and should be reflected in the appropriate 
proqram ylan. 

The environments, physical as well as 
political and social, within which a program 
operates. It is of particular imoortance 
in e:;aluation efforts because elements in 
the Gperational setting may have strong and 
unsuspe-ted influences on program outcomes. 

Opcortunitr? The benefits which are foregone in any of 
costs the alternative uses of a set of resources 

which are, i.n fact) devoted to a particular 
use. They are the good things which are 
lost or given up when resources are used in 
a particular way and not in any of their 
other alternative uses. 

Pilot program A trial implementation of a nroposed program 
on a small-scale Sasis in orher to assess 
the likely consequences that would be at- 
tributable to the program before full-scale 
implementation, as well as to obtain an 
understanding of the functioning of the cro- 
gram in a realistic setting. 

Planned A controlled change in the operations of a 
variation program or an experiment tc appraise what 

program consequences are attributable to the 
change itself. 

PO1 icy 

\ 

An assertive statement specifying a decision- 
rule, a guide for action, or a state of affairs 
deemed desirable (e.g., equal educational op- 
oortunities shall be open to all studtilts 
regardless of socioeconomic status or race.) 
All policies, to the extent they are operative, 
generate program activities and thus consume 
resources. 

. 
. . Present value A technique for recoqnizing time preferences . 

discounting for expenditures and benefits (in monetary 
terms). Discountinq factors which are a 
function of the onoortunity costs and times 
involved are apol‘ied to stre.xms of future 
costs and benefits to reduce them to their 
equivalent present values. By doing so, Khe 
the rime value of money is recognized, and 
alternatives with differing patterns of 
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.* . Program 

costs and benefits may be validly compared. 
‘See Fisher in the bibliography foL a rcfer- \ 
ence providing a fuller discussion.) 

A unique collection of people, ph:Jsica! 
ark - resources (facilities, equipment, an:1 sup- 

plies!. ocll ic ifs, and tec:inoloqies which 
by their integrhteti operation (orqsnizcd 
set of activitjes) produce an cutoAt (a 
good, service, or a capabi! ity) t.!ist :t-rids 
to achieve one or more of the :espon::i:,i!i- 
ties assigned to an agency (i?:: okjcctivos) ~ 

Proqram com- A technique for appraising the rCsUltS (Jr 

parlsons I- - ,rams and determining their qcneral- 
-1ity by operating similar proqrams 

‘variety Of locales or wit> a varietv 
0: I XL .jet groups; cr by condl:cting variations 
on 3 nasic proqrsm in the sa7:.e setting to de- 
termine the range of out~o:?~-s associated !.lith 
the variations. (See Wn isc In the bihlioqraphy 
for a more com.olete descri,:<ion of this techni- 
que.) 

Proqram inputs The resources, both tanr: :51e and intanoiblc, 
needed to create and or:+:-ate a proqraml 

Program out- All of the effects, both intended and unin- 
comes tended, which come about as a result of pro- 

gram operations. Proaram outcomes include ef- 
fectiveness, benefits, dishcnef’ts, externali- 
ties (so-called spillover effects), and dis- 
tributional consequences. 

Program out- The physical goods, services, or capabilities 
puts generated as a result of program processes 

operating on program inputs in accord with a 
particular set of policies and technologies. 

- . Program The activities and technologies by which a 
processes program uses the resources furnishpd and 

converts them to outputs. 
- . Surrogate Measures which are used as an indirect # . measures substitute for the measures of interest, 

because knowledqe is insufficiently developed, 
or information is lacking regarding the de- 
terminants of the more basic measures. 

47 
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;L~ .sour c? The process by which di?~;? ionmakers assign 
3!!ccatiOn scarce rts3urces am3nq various Frograms to 

.- . achieve tne greatest excess of nenefits c‘ve~- 
7 costs. 

- . .;cn31 t iv it.1 
. c analysis 

A. g:oup of :-elsted tecP,niques which at tempts 
to deteramine those data ancl assLantions to 
which the ordering of the attractiveness Of 
al tnrnati,#re5 1s most dependent ~:pOn, a,~d tne 
Oe.Jr-c-e Of that influence. Include0 are 
2:+:3<.:‘;en analysis, t:?e B-.0-P tech3 ique, 
Eira7,etric analysis, an:! ic fortiori argument. 
ill?? iiitcn L kcKean in the SEJTo+ph~ for 
a :zore complete discussion of these techniques 
a::3 their uses in dealing with uncertainty.) 

Statistical 
irife:-enice 

‘i’ ?‘rt series 
.7,!?t2O,iS 

Uncertainty 

C?nthods blj wnish statements can be mad? with 
varying degree of assurance concerning the 
characteristics of a large group from informa- 
tion collected on a small part of the group. 
A range of techniques are available. (See 
ivonnacott and rkonnacott in the bioliography 
for a cOre co;n?lete aiscussion of these 
tech3 iques. ) 

:‘; 5’. r 1:: Of sr;ser-3tion3 *In effects or results 
d :- .? : 1 a cl e sr ior, dur in?, 22; aftt:r ?ol icy or 
?roqra;;. t~,~lexentatlo~. 3nly if ctle zf f ects 
a 1. c St: 1ctly lilZr?aSl2g during t!i~ period of 
poltcy or crogram operations are the effects 
trtiely attiiouted to tne policy Or program. 

I! situation characterized hy nore than one 
Oossiole outcomtz and wnrch meets eith,er of 
two conditions: (1) all Jf the possible 
outcones are knnwn, but tzhere ts 30 intOr;es- 
tion on 90~ liklely any Of these outcomes ace 
to o.zcur, or (2) not all of the possible out- 
cotres are known. 

; -. 
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AN AKNOTATEG BIBLIOGRAPHY _---__----L-__------- 

The purpose of this appendix is to list some references 
that should be..usef ul to those persons having 1 imited exper i- 
ence in the con-duct of evaluations and analyses. The refer- 
ences are listed under several categories: basic disciplines, 
quantitative methods, evaluation, and analysis. 

BASIC DISCIPLINES -----_.------- 

Baumol , William J., Economic Theory and Operations Analysis. 
3d ed. Englewood-cTi?Ss -,~rS,,p?enticE;--~.Tf,In~-~ -332. 

An excellent treatment of basic economic concepts and 
quantitative methods as they would apply to issues of 
resource allocation, 

Downs, Anthony, Inside Bureaucracy. Boston, Little, Brown, --------.-----_- 
1967. 

Very useful insights concerning bureaucratic behavior 
and setting. 

Haveman, Robert H. and Jul itis Margol is, eds. Pi:bl ic Expendi- 
tures and Policy Analysis. Chicago, Markh?‘&-&iPlE?irng- 
-1970. 

----I_---__ 
co., 

Various aspects of public expenditure economics are dis- 
cussed. The economic bases of public expenditures arc 
developed in par t I. Part II with its emphasis on in- 
stitutional considerations is of special interest, as is 
part III which is concerned with analytic problems in 
policy analysis. The remaining parts survey the Planning, 
Programing, Budgeting, and System experience and offer 
suggestions. 

Rivlin, Alice M., Systematic Thinking f(Jr Social Action. --- ---.- 
Washington, D.C., The sroo~nsS-rnstr~utr~~IVS1.- 

A provocative ser ies of essays on the issues invf?l ved 
in attempting to solve the problems of society. 

QUANTITATIVE METHODS ----_-l-_-l_-- 

Hillier, Frederick S. and Gerald J. Lieberman, Introduction 
to Operations Research. San Francisco, Hol&?i=&~~. , ---- a- ---I~ 
1967. 

---- 

Although a knowledge of mathematics is required, the text 
presents a comprehensive survey of the methods. models, 
and techniques that are used in analyses. 
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Levin, Richard I. and Charles A. Kirkpatrick, Quantitative 
Approaches to Management. 2d ed. New York T--fic~ig;:fi~l, -----.--------- ----- 
1971. 

An introduction to quantitative methods and techniques. 

Moroney, M. J., Facts From Figures. 3rd ed. Baltimore, Penguin 
Books, Inc. ,-i~~~-------~ 

A very readable treatment of the use and misuse of descrip- 
tive statistical techniques. 

Raiffa, Howard., Decision Analysis: Introductory Lectures on 
Choices Under-oncer~~~nS~r-.-~~~~~~~M3ss,-Ad~~on~~~sley 
PublYZhing~C0,;-i~G8:--- 
A clear exposition of the process of determining best 
choices under uncertainty and considerations affecting 
group decisions. 

Tanur , Judith M. f and others, ed. Statistics: A Guide to the 
San Francisco, ~olden=~aul~~~c,;-i~~~- 

---- 
Unknown. -------_ 

Applications of statistics and probability are developed 
in a case metnod setting. 

Wonnacott, Thomas H., and Ronald J. Wonnacott, Introductory 
Statistics. 2d ed. New York, John W i 1 ey t-Sons,IncTT ----~- 
1972. 

A fairly rigorous, but under standable text of statistical 
inference, including sayesian methods and nonparametric 
statistics. 

EVALUATION -___--- 

Hatry p Harry P., Richard E. Winnie, and Donald M. Fisk, 
Practical Program Evaluation for State and Local Gov- -we- I- . ernment Off Lciais.--Washington -----,-o~~T,-~ibanIn~~t~~e, 
_----------____ 
1973. 

. A very useful primer on evaluation with gocd examples. 

Isaac, Stephen, and Will iam Plichael, Handbook in Research 
and Evaluation. ____--_---.---_ San Diego I Knapp‘;13fiT----~------ 

A compendium of useful checklists, do’s and don’ts, and 
summaries of important concepts and techniques for evalua- 
tion. 
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Riecke,l, Henry W. and Robert F. Boruch, eds. Sot ia 1 Exper imt,n _---. - 
tation: A Methoa for Planninq and EvaulatinqSGial In- --- _---------__--_--L_- -----u---i-- ---- --- 
terventron. ---- 

New York, Academic Press, 1974. 

An invaluable guioe--technica;;y, ethically, and adminis- 
tratively--in usillg exper imenta! designs for evaluations. 
Excellent annotated bibliograk+y on experiments. 

Suchman, Edward A., Evaluative Research: Principles and Prac- 
t ices in Pub1 ic ser~~cF-ana-Soc~ar-A~~~~~ograiiis,------ 
New York, 

-_- -_-_----__-__- -.--- ------- 
Russell Sclge, 1967. 

Considered to be a classic text in evaluation. Chapter 
IV, Categories of Evaluation, gives framework useful in 
developing evaluative questions for a proposed study. 

Weiss, Carol, Evaluation Research: Methods of Assessing 
Program Ef~ec~TvenessT-.-----------‘- -ym. J., Prentice Lnglewood CllfTs 

___--- 
---__--_ 

Hall, 1972. 

An excellent introductory text for evaluation. 

Weiss, Carol, ed. Evaluatinq Action Programs: Readings in --- --_----~ 
Social Act ion and EducatlonT-BostonT-~Ilyn-and Bacon, -----__---------- 
1972. 

Collection of articles dealing with basic concepts and 
issues in evaluation, especially for social programs. 

ANALYSIS ---- 

Dorfman, Robert, ed. Measuring Benefits of Governmental 
Investment. Wash in?jtoniZT, 

------ 
Thex?o%kngs Institution ---es- 

1965. 

A series of contributed papers concerned with the ap- 
. pl ica t ion of cost-benefit analysis. Wide ranging appli- 

cations are discussed. 

1 English, J. Harley, ed. Cost-Effectiveness. New Yor.k, 
John Wiley & Sons, InE,%g,-------- 

A series of papers covering the various aspects of 
cost-effectiveness analysis. 

Fisher, Gene H., Cost Considerations in Systems Analysis. 
New York, ArneTzz-El sev ierPu~~shingCo.,~ncTS-~~71. 
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A comprehensive treatment of all relevant cost considera- 
tions that should be treated in analysis. Chapters 1, 2, 
3, and 6 are especially useful. 

Hitch, Cha-&s J . and Poland ti. McKean. The Economics of 
Defense in the Ncclear Age. CambrLdge -~HarKZ8-KiZGrsity __---I---------II.- 
Press, 1960. 

Although the application is military, a classic discus- 
sion,of cost-effectiveness is found in chapters 7, 9, 10, 
11, and 12. 

Quade, E. S., Analysis for Public Decisions New York, American 
Elsevier Puollshing Co., 

~~---'------Inc, -igq3r-- 

A highly important and re,dable book on all analytic 
aspects involved in formulating and imp1ementir.g policy 
decisions. 
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